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The Right Response, by the Right Service at the Right Time, 
Hertfordshire                                                                                                             
Background and drivers for change 
 
The ‘Right Response’ project was set up in July 2009 to develop and 
embed multi-agency arrangements which best support how children 
and families receive services and where revised arrangements could 
make best use of available resources. The driver was high social 
care referral rates and some families were not receiving a prompt 
response (where the needs were for family support, as opposed to 
safeguarding). Findings supported the view that some referrals 
could have been better addressed in other ways, including the use 
of the Common Assessment Framework (CAF) and this would also 
support social care colleagues in providing an improved service to 
the most vulnerable children. 
 
The overarching focus was to ensure a multi-agency approach to 
achieving the best outcomes for a child or young person, without 
delay, and where their needs are met at the lowest possible tier of 
service (wherever safe to do so) and for all practitioners to take 
full responsibility for ensuring that everything possible is done to 
prevent unnecessary escalation of issues or needs. A threshold 
document was developed to ensure that thresholds of need for 
children and families were matched to the level of service 
required. This Targeted Advice Service (TAS) was introduced in 
February 2010.  
Achievements so far    
The changes in arrangements for managing contacts and referrals 
fully, took effect in February 2010. Since this date, the key 
achievements have been to reduce the referrals into social care; to 
improve the communication and support for referring practitioners; 
as well as providing a more effective service for children and 
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families including an increase in CAF activity, where this provides 
co-ordinated multi-agency support to families. 
There had also been an increase in CAF activity since the 
introduction of the Targeted Advice Service. There were 451 CAFs 
recorded in the first quarter of 2010, compared with 171 in the 
first quarter of 2009. The number of CAFs started in March 2011 
was the highest to date, at 188. The work of TAS has been 
considered a significant contributing factor to this increase.  
From a sample audit of 22 cases received and progressed by TAS, 
the findings were that 
 In 17 cases (77%), the young person and family had received 
the required support and their needs were being addressed 
or have been met; 
 In three cases (14%), needs were not addressed due to 
family refusal to engage and practitioners agreed to monitor 
the needs of the child/young person; 
 In two cases (9.1%), additional information was gathered and 
the needs for the child considered to be particularly 
complex and of concern, requiring a referral to social care. 
The audit included feedback from referrers about the service they 
received from the Targeted Advice Service. Of the 22 cases 
audited, 95.5% of referrers felt that they received good advice 
and support (referrers were: 59% health, 13.6% police, 13.6% 
family, 9% schools and 9% Voluntary & Community Sector). 
In addition, the stigma felt by families being referred to social 
care should not be under-estimated and the changes made in 
managing contacts and referrals means only those cases meeting 




















































































































































































































































































































































































Reclaiming Social Work is an operations systems/systemic methodology 
for statutory child and family social work (details of the full model can 
be found at www.morninglane.org). At the time of this report, the model 
has been rolled out in full in one authority and has shown very promising 
results in keeping children and young people  safely at home (Cross, 
Hubbard & Munro, 2010 and Forrester, D. 2012b). 
 
Since then many authorities have adapted the model to suit local 
circumstances and are already seeing very positive changes. As part of 
this group an extensive network of authorities have banded together to 
form the National Redesign Network, all focused on embracing a 
different journey for child & family social work and the families they 
work with, and through a process of exchange of ideas and expertise, 
challenge and debate with each other, and within their own local areas, 
have developed some progressive and creative programmes of change.  
 
Derbyshire has been piloting the use of systemic based clinical 
supervision in addition to that provided by the team manager as a way of 
introducing more reflective opportunities to think through child 
protection concerns and how best to positively engage the family and 
progress safety plans. Starting with just 2 social workers, the approach 
is being rolled out across the county to over 80 social workers. 
 
‘She is really transparent - she doesn't stab you in the back at case 
conferences - all the others did. She understands what we are going 
through - doesn't dwell on the past - she shows us lots of respect. She 
is genuinely trying to help us - not trip us up. I really think we are 
going to be alright now - things are getting better ‘ 
(A mother whose children have child protection plans) 
 
The use of systemic theory with a pilot group of families within 
Derbyshire has begun to affect real change for those children, young 
people and parents involved; reducing risk and improving potential 
outcomes. The workers involved have a renewed enthusiasm for Social 
Work having experienced the positive difference made by an 
alternative method of engagement. The focus on relationship dynamics 
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and strengths in families rather than their deficiencies has proved 
inspiring for the practitioners.(District Manager:) 
 
Cambridgeshire is in the process of implementing ‘Working for Families’ – 
a whole systems change which aims to keep children and young people 
safely with families through enhanced evidence based skills development 
and a structure which supports collaborative working amongst 
professionals and with families (more details are available on the Munro 
Review website, in Progress Submissions).  
 
‘I continue to be enthusiastic and energised about this way of working 
in a way that I do not remember in all my years as a social worker. 
There are clear differences in our practice already. The responsibility 
is shared between a small group (unit) of staff, who pool their 
respective ideas and skills in a coordinated and much more active way 
than before. Each and every child is discussed every week and plans 
are made about a range of interventions. The work is strengths 
based….much more hands on, with workers helping families to build 
skills to enable them to problem solve much more effectively for 
themselves. Developing a shared knowledge base through systems and 
social learning theory, while still using other research such as 
attachment theory, has been invaluable. The inclusion of a specialist 
clinician has been especially exciting, particularly in families where 
there are entrenched drink or drug addictions or mental health issues. 
This is so much better for the families than before…..it is such a 
rewarding way to do social work without the heavy burden of 
responsibility on any one set of shoulders. What is fantastic is that we 
are continuing to learn – this is only the beginning’ (Group Manager, 
Cambridgeshire) 
 
Cornwall Child & Family Social Work Services has created a network of 
new roles across the operational system: Principal Social Workers in 
every team who are advanced practitioners with a small caseload and who 
have responsibility for supervision, mentoring and support to other social 
workers; and Consultant Social Workers who have a full caseload but 
crucially, both posts are paid the same as team managers but with no line 
management or budget responsibility. This is significant because it gives 
a very strong message that practice skills have equal status to 
management skills. 
 
Cornwall is the first authority to invest in exploring the potential to 
apply the principles underpinning Reclaiming Social Work to an adult 
social care context. This is a creative response to the pressures facing 
these services where practitioners and senior management want to find 
ways to increase direct contact time with service users as well as ensure 
the nuts and bolts of care management are done most effectively. Other 




Harrow is a good example of an authority taking a whole systems 
approach to both early help and targeted services. Their new model 
prioritises parenting skills, family support and responses to young people 
on the cusp of exclusion, crime or care. Critical though is the strong 
strategic approach to changing practice through the introduction of a 
limited set of evidence based methodologies across the children’s 
workforce as well as providing on the job coaching and modelling. 
 
Islington have a comprehensive redesign programme in place, which 
focuses on the whole system of child & family social work. Within the 
wide range of initiatives, they have introduced a time and motion 
methodology which other authorities have now adopted, which shows the 
detail of what social workers spend their time doing, what proportion of 
time is sent on direct work and reveals what needs to shift in order to 
increase that proportion. A much more strategic approach to skills 
development has also been launched where resources are targeted 
towards long term evidence based skills development underpinned by 
rigorous academic evaluation provided through the Tilda Goldberg 
Foundation under the leadership of Professor Donald Forrester.  
 
Worcestershire found the timing of the Munro Review exactly right as 
they had identified significant workforce issues following an OFSTED 
inspection and, as a result, received significant additional financial 
investment to improve capacity at the front line. This was in addition to a 
time limited Senior Manager post – Programme Manager Social Care 
Workforce Reform which currently incorporates the role of Principal 
Social Worker. This has supported the development of a comprehensive 
Workforce Strategy with a work plan that specifically evidences the 
Social Work Reform Board and Munro recommendations and which uses, 
as its framework, the Employer Standards. They have embraced the 
ideal ‘More Professional Accountability, Less Bureaucracy’ which is 
enabling them to look at every aspect of our policy, procedures, systems 
practices and ask ‘Is this the spirit of Munro?’  As a consequence this is 
enabling them to challenge some corporate agendas (reduction of admin) 
and to enable their staff to have a clear framework within which to 
challenge the Senior Management Team.  
 
The Munro recommendations are changing the culture of the 
organisation and recent OFSTED Inspection (March 2012) has 
highlighted positive impact of the Workforce Strategy on the moral 
and changing professional practice. Has given real opportunity to 
return to ‘real’ social work and we all want to wave goodbye to the ‘tick 



































The Signs of Safety is an approach developed in Western Australia by Andrew 
Turnell & Steve Edwards based on practitioner wisdom about what actually works 
with families. The approach expands the investigation of risk to encompass 
strengths and signs of safety that can be built upon to stabilise and strengthen 
the child & family’s situation. The approach requires practitioners to develop 
skills around critical thinking and questioning and it provides them with a 
framework for guidance and recording  focused around 4 key domains:-  
 
 What are we worried about – past harm, current and future danger  
 What’s working well – strengths, existing and future safety 
 Judgment – current safety of the child 
 What needs to happen – required outcome and next steps  
 
Essential to the Signs of Safety approach is the attention to building 
engagement with the family and partnership with other professionals in order to 
develop everyday safety plans. 
 
‘We really understand this and know what we are all doing. I don’t agree with 
your worries but I will work with them in the safety plan’.(Great Grandmother  
from Leics, following a Planning Meeting) 
 
‘It is a really useful method of intervention in helping families get the value 
and importance of future safety planning regardless of whether there is 
ownership of past events or abuse. It moves the focus from admission of guilt 
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to planning for a better and safer future for the child’. (Independent 
Reviewing Officer from Leics.) 
 
Many UK boroughs have already received training in the Signs of Safety and 
twenty-four local authorities have expressed a strong interest in using the 
approach as a means of relocating partnership with families at the centre of 
their children’s services. In 2012, 12 boroughs will begin multi-year 
implementations of the Signs of Safety approach with more to follow in 2013. 
These boroughs, along with key partners will be lead by Viv Hogg and Andrew 
Turnell and will collaborate closely to share learning and act as critical friends to 
support and deepen the implementation process.  
 
Evaluation data of the Signs of Safety approach from implementing jurisdictions 
around the world consistently shows practitioners welcome the approach and 
shows increased practitioner morale and pride in their work, and evidence of 
reductions in statutory intervention such as children and young people taken into 
care and families to court (DCP, 2011; Skrypek et.al., 2010; Skrypek et.al., 2012; 








Changes to the system in Cumbria are being informed directly from 
practitioners based on their understanding of what is ‘value work’ and ‘waste 
work’; the former being that activity valued by children and families, the 
latter being everything else i.e. the activity that gets in the way of doing the 
value work. 
 
This new perspective on activity is more than re-engineering a process – it is 
the beginnings of a change in service and organisational culture where 
practitioners are empowered to challenge the status quo to continuously 
redesign the system in which they operate around the value work (i.e. 
Listening, Understanding, Identifying Need/Desired Outcome, Meeting 
Needs/Desired Outcomes). 
 
‘Working on the work flows has made all the difference, I realised how 
much system work I did previously that had no impact on the outcomes for 
children’ Social Worker 
 
The mechanism being used to facilitate this change is a ‘blockage board’ - a 
whiteboard set up in the team room to encourage practitioners to write down 
issues and challenges that take up significant time and prevent time spent 
doing value work with children and families. It is reviewed each week by the 
team in ‘de-brief’ – a structured feedback session where practitioners and 
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managers can discuss cases as a group to learn and inform change. By their 
own account the presence of a Blockage Board and the response to it by 
managers, has improved morale and staff have said they feel like they have 
been listened to, can see things changing and feel that they are being taken 
seriously. It is a visual tool that helps to maintain a de-personalised focus on 
the system and informs the activity of managers whose new role is to act on 
the system.   
 
Specifically, the new emerging role for management is to: 
• support and empower the professional judgement of practitioners 
• observe and support practitioners in reflective practice 
• uphold and reinforce the Operating Principles to develop a change in   
thinking and actions across teams, individuals, partner agencies and the 
organisation 
• solve and remove blockages within the system as identified by measures 
and staff 
• facilitate needs led outcome focussed work 
• identify more clearly when resolution of issues is beyond their remit and 
access the appropriate expertise 
 
The two leading measures established are: ‘Right first time’ and ‘End-to-end 
time ‘. Development of these measures in terms of data capture is at an early 
stage but most importantly they are currently driving behaviour and being 
used by the service to learn and improve. 
 
‘getting it right first time is really important – if I can see the child’s 
story from the starting point to the end point then I know that 
everything is real. ‘Better for Children’ has changed that, we get it more 
right more times’ Social Worker 
 
The Needs Led Outcome Focussed single assessment has been designed 
around what matters to children and families. This single proportionate 
assessment has had comprehensive endorsement by practitioners, seeing it as 
a tool that provides a better and more understandable assessment process 
for children, families and practitioners. There is an improved understanding 
of seriousness and risk and a similar clarity of what is required, by whom, and 
by when, to minimise risk. 
 
‘it was when the families got it, like one couple did. The dad was in prison 
and the mum a teenager, she was terrified of getting us involved, because 
of the dad, but when we put things in a needs led way, like ‘the baby 
needs us to do this’’, she got it,  he got it and it was OK’ 
 
Social Work in Early Intervention 
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‘one of my mums had involvement throughout her child’s life and a number 
of initial assessments were completed, when she read the `seriousness` 
she said she finally got how things were and what needed to happen to 
meet her child’s needs.’ Social Worker Triage 
 
‘one mum commented that she could see her child’s story more 
throughout the assessment’ Social Worker Triage 
 
Reports from Children’s Centres have been extremely positive and indeed the 
local Barnado’s provider has adopted the needs lead outcome focus 
assessment as part of their own referral process.  
 
Feedback to date indicates that staff are practising from a more children 
and family perspective and are less process driven by ICS. They are observed 
to be more reflective and will challenge each other and systems more readily 
in a safe and productive way. 
 
A major change away from the tick box mentality that is encouraged by ICS 
is being consolidated in Carlisle and Eden, and will be taken forward in county 
roll out. 
 
‘I think the old system took away our analytical thinking because there 























Progress with any substantial reforms to the ICS remains rather slow. 
The enthusiasm for redesign in many authorities is high, but is hampered 
by a number of factors: 
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• Demands of data entry 
The performance management system and workflow requirements 
needed to comply with inspection (e.g. time scales) are as yet 
unchanged  [although will be soon] except for some limited 
concessions in trial authorities. Working Together is currently under 
review and it is likely that it will be radically simplified which will be 
helpful. However, critical, honest and imaginative attention to the 
relevance and amount of data gathered and whether it is really 
useful locally or centrally is also necessary. 
• Contracting Arrangements 
There remain restrictions and disincentives for Local Authorities to 
innovate, or to change suppliers which result from the conditions of 
current contracts. Most local authorities are making do with minor 
changes to their ICS because they are tied into contracts, or 
because the problems of data migration to new systems untested 
locally are too risky or too costly, or do not interface well with 
systems in adult services or elsewhere. This is exacerbated by the 
point made above. Why would one risk a major shift if the regime is 
substantially unchanged?  
• Procurement 
There are specific problems with EU rules on procurement which are 
inhibiting the processes of user-centred design in some authorities 
working with both new and old suppliers. Any work ongoing between a 
supplier and authority , such as user centred design workshops and 
collaborative, iterative piloting, must cease when a contract goes out 
to tender. Thus work is short-circuited just as it may start to 
produce really useable products. This needs urgent attention. 
 
More generally, the landscape of suppliers appears to be shifting with 
fewer of the established providers tendering and one or two new 
suppliers entering the market with specially designed products. This 
must be a positive development as it suggests that some established 
suppliers are committed to providing products for children’s social care 
and may well be able to introduce more flexibility as the regime 
(hopefully) changes. However, even the newer ‘ICS’ type systems remain 
very much recording and data entry focused, which is not surprising given 
that this remains a pressing priority if local authorities are to negotiate 
the range of performance measures in place.  
 
However, in the future a more resolute focus on reading and sense 
making from the system is essential and needs a new design orientation, 
which keeps the document management functions, but streamlines 
recording, for example, using voice recognition systems, photographs, 
video and displays documents in an intuitive way. I have yet to see 
anything that looks like a system for the post ICS world. There is a 
compelling case for an open source project for children’s and indeed 
adult social care. We need to harness the design expertise of the sector 
and produce a sustainable adaptable, iterative system with potential to 
increase creative capacity and technological expertise in the sector. The 
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current government are rightly championing ‘open source’ technology. The 
Cabinet Office have recently published an open source tool-kit intended 
to dispel some of the prejudices against open source solutions and also 
made helpful changes to procurement rules.  
 
We recommend that actions be taken to instigate an open source project 
to provide a successor to ICS. Like other open source projects, this will, 
in due course, produce a community version free to all agencies, as well as 
other implementation options with different levels of commercial 
support. It will also increase competitiveness in commercial suppliers as 
cost of ownership in whatever form will be much cheaper with open 
source product. 
 
Beyond ICS: Using Social Media to Support Practice 
Whilst it will always be necessary to have systems for storing 
documents, recording events and decisions and gather data, it is 
important that the use of technology does not become reduced to these 
important but rather static functions. There is growing evidence of 
smaller scale, pilot design projects. It would be useful to illustrate this 
with an exemplar: 
 
Brighton and Hove are piloting the use of Patchwork. Patchwork 
was developed with funding from NESTA, the Nominet Trust and 
Staffordshire County Council, led by FutureGov who work to 
make public services better through innovative technologies. 
 
Patchwork works to ‘glue together’ professionals around children 
in a lightweight way requiring very little data entry. Brighton and 
Hove are now developing a programme to sit alongside Patchwork, 
to address the families agenda. Patchwork will be co-designed 
and developed with front line practitioners. The next steps are 
expected to include: 
 
• widening the user base into sensitive services and out to 
CVS, hospitals, GPs, schools etc 
• implementing the simple tool to support multi-agency 
working with adult clients 
• building on this, developing the tool to create family 
networks and expose the wider group of professionals engaged 
with different members of the family 
• undertaking ethnography with families to understand how 
they experience services and how they can be involved in service 
design 
• tactical projects to free up social workers, such as 
streamlining assessment, removing inflexibility etc in the current 
ICS 
 
Paul Brewer, Head of Performance for Children's Services at 
Brighton and Hove says of the next steps: 
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‘This is an open, iterative process that will deliver practical 
benefit on the ground quickly while starting to examine more 
deeply how services work with families, including social care. We 
think innovating with technology can help enable change and that 
these new tools will help relationships to develop between 
professionals and with families to achieve better outcomes’ 
Brighton and Hove and Patchwork 
 
Open source solutions would work well with this kind of incremental user-
centred approach as specific modules can be added from different 












































































































































































































































































































Considerable progress has been made in developing and using the systems 
model ‘Learning together to safeguard children’ (Fish, Munro, & Bairstow, 
2008), often called the ‘SCIE model’ – fuller details are in the report 
(Fish, 2012) on the review website. The Children’s Improvement Board 
reports strong support from the sector for the use of a systems 
methodology for SCRs and other cases, using the ‘Learning together’ 
model (Fish, Munro, & Bairstow, 2008). The North West, the first region 
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to pilot the approach, has now made use of the systems approach a 
regional priority. The approach is also gaining recognition internationally 
in child welfare with training in the ‘Learning together’ model having 
taken place in Germany, and in planning for Netherlands, Scotland. 
 
One training course is being run by SCIE, latterly with funding from the 
Department for Education, with 43 people having taken it to date. The 
course and assessment process for accreditation have now been assured 
by the Institute of Leadership and Management (ILM). The process of 
assessing trainees toward accreditation is in process. There are also 
currently three pilot SCRs being conducted using this model by Coventry, 
Lancashire and Devon. This was facilitated by the Parliamentary Under 
Secretary of State for Children and Families allowing LSCBs to apply for 
dispensation from various aspects of the statutory guidance. The 
Department for Education has commissioned an independent evaluation 
of these experiences, by researchers at Loughborough University. This 
aims to focus on capturing learning about particular difficulties raised by 
use of the approach.. It is due to report later this year.  
 
Making the analytical move away from the case specific - what 
happened in a particular case and why - to what that might then 
tell you about weaknesses in local systems more generally, is 
deceptively difficult to do. It demands a conscious move away 
from the familiar – and is tiring and hard on the brain. (London 
trainee reviewer) 
 
LSCBs who have commissioned case reviews using the Learning Together 
model are positive about the learning that flows from it. They tend to 
distinguish two different forms of learning and impact:  
 
1) learning attained in the process for those taking part, and  
2) learning about how the system is functioning, presented as 
considerations for the LSCB. 
 
The practitioner engagement in the case review process that the 
Learning Together model encourages and facilitates receives unanimous 
praise. Feedback highlights the different quality of debate that is 
generated by bringing staff together to discuss what happened and 
explore why it happened, without recourse to hindsight bias.  
 
I got a lot from it: the main thing was just being able to take a 
step outside regular day to day, talk openly, talk about why 
decisions were made, good reflective practice. I also liked the 
tunnel idea because it felt like we were learning IN the process 
and not just THROUGH the process. It felt very active rather 
than reactive. The value of the group discussion and how we 
interpret what we say to each other.... really helped to clarify 
things. I will be supporting this with those I line manage.  
(case group member, South West project) 
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In terms of the formal findings, feedback from the lead reviewers is 
also indicating that the systems approach is beginning to produce 
findings of a qualitatively different nature to those often produced 
though SCRs to-date. This raises more difficult issues for LSCBs and 
member agencies and poses more of a challenge to them in terms of 
response.  
 
"This was much more of a challenge to the Local Safeguarding 
Children Board because this process highlighted those areas that 
are much harder to deal with. That is good. (Colin Green, South 
West event)" 
 
The cost of SCRs has long been a concern but SCIE has recently 
introduced flexibility to the application of the Learning Together model, 
in response to concerns that the approach was too resource-intensive. A 
sliding scale of options means that the burden can be proportionate to 
the particular learning needs of the particular time, place and case. See 
http://www.scie.org.uk/children/learningtogether/index.asp. 
 
Interest is being shown in extending the systems approach to regular 
auditing work. Devon, Hackney and East Cheshire are three LSCBs 
currently working with SCIE to develop a systems approach to routine 
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training. 
 
12.  Employers and higher 
education institutions (HEIs) 
should work together so that 
social work students are 
prepared for child protection 
work and practice placements 
are of high quality. 
HEIs will introduce revised arrangements for practice placement and skills delivery alongside a revised and more relevant 
curriculum for initial education from September 2013. 
 
13.  Local authorities and their 
partners should start an 
ongoing process to review and 
redesign the ways in which 
child and family social work is 
delivered. 
CWDC/The College of Social Work have held a series of events with local authorities on system redesign including designating a 
Principal Child and Family Social Worker in every local area.  
 
14.  Local authorities should 
designate a Principal Child and 
Family Social Worker, who is a 
senior manager who is still 
actively involved in frontline 
practice. 
A number of areas have activities in place to establish the Principal Child and Family Social Worker; others are still determining 
whether they will retain senior managers in front line practice. 
 
15.  A Chief Social Worker should 
be created in Government, 
whose duties should include 
advising the Government on 
social work practice. 
The post of Chief Social Worker was advertised nationally in April 2012, starting the recruitment process for this important role. 
It is envisaged that the CSW will be in post in later this year.  
 
 
 
 
